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" 11 Mazrch 1966

- nng mmms. oo OO0 defore writing his Mewor andum, it wcuj.i noa tw
N fﬂled'with mismfarmation and piece-meal concluaions."' o '

- SE s.erwinly am prepar«ad to adimit, as will any other ADE.
mmger today, that the personnel situation in the ADP field is a
serious problem. Recent estiznates indicaie that there are more h
than 100,000 unfllled ADP positions in the Unitcd States at present,

cned $hal by 1979 this numbay will doudle.
3. As s somsenugnes, foa ADE fleld iz highly mobile and job
*cmmnw iz a common pzacnce wcaua it is a svlier 8 markei:.

'4." I think the Direetcr of Personnel has exaggerated some
-superfxcial symptoms of the problem as he has seen it through the
 window of exit interviews. However, the underlying cause of ADP
problems in government and industry is much deeper and more S

‘ *'u»mp}'.,a@m. ‘An Inter-Agency Commmitiee is currently at work coﬂecting
dots that will pevinil a responsible gvaiuation of the facts. It was
only after after the Director of Personnel wrote his. Memorandum that h
too, asked his staff for a detailed analysis of the Agency's facts.
Until such anaanalysis is completed and until’ compa.ratwe studxes

are made of the experisnce of computing centers in CIA and its
counterpart units in the other intelligence agencies, I do not beheve v
we can accept the Dxrectm.- of Personnel's conclusmns.

5. Attachment A contains all of the facts and figures relatmg
to OCS's experience in selecting, recruiting, training, and managing -
ADP personnel. It was prepared by the OCS Administrative Officer
and, in my judgement, represents a most thorough and compreheusive
review of the personnel problems facing OCS. ) L
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6. Ihave selected a list of salient factors which are also
relevant to responsible understanding of the situation:

25X1

a.. Mlssion - OCS's mission iz still undefined. Its
: staif is thcrefore v.nable to feei confident about

the Iuture. ; :_

b. .Mangower Repeated demands for mcreasing ccs
staff have been denied. The OCS T/G has not im:reaaeé

in three yearr it sufiqred a decmasa Kuriag

_Workload—-v The amount Aof produ_c.ti wor
out by OCS bas risen steadily. Al machines are
: ;operated on a three-shiit basis, . OCS has accepted -

. new requirements fro ‘all Directo “a'té"sw._'a".nd'haa'{'” :
et most of itz customer deadlined. "“’ﬁ terms of
rf_suhnse tirme, it is rmeo ﬁmv customer samands

at rates fastey thon or eqm}, to other s.erv.ice coTn -

};:;r‘i::a:ij:as-.'i “'3(?’?:}01""111“ iﬂm,a,ctwu T

& CClEE ST R \)A.&v,. PEATel) f ER T - b.,;m.?-\

3 xzaﬁm:z. This hag been accempli&hCu in two ways:
(1) by eacouraging individuals with no growth

) tential to leave,. and (2) by a.ttractina_e:perienced

'»ptofea’mionals’ fmm ‘college and induetrﬁ. _

'8

25X1 T - Dead wQad Gf the' who Mx: Qc:s, - j
25X1 - o v ra Baeourased (0 go peeaust ol heir lelarent =

- limitations.; These were indimdua}.s who never. nhouid
have been hired in the first instance: Salary an&
Wage Divxsion “of OP wﬂl corroborate this

25X1 - Attrinon - The remaming
©. ' variety of reasons, some of which da relate to’

personal discontent. Howevez'. I have compared _

attrition rates with my colleagues at NSA and DIA - ©

and find that OCS's turnover is not ¢ut of lins. n — o

All three Agencies are experiencing most’ profeasional R
lossea at the GS-11 ta GS~13 level.. A principal reaaon
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g. Key Puncher Attrition - Here again the rate of
turnover of key punchers in OCS is not out of line
with NSA or DIA. It is traditional OF policy to
send to OCS those individualz wio fail to nass the
typing test. These young people arrive in OCS
without any desire to key puach znd, in saany cases,

. with a one-grade cut in their original hiring level.

" When we add pregnancies and marriage to this

. seif-defeating personnel policy, we can gxoect

.. rapid tarnover in the key punch area. Although

_ OCS tried to reverse this policy, OF has been

- Overtime - OCS used hourse of overtime . 925X1
© duaring FY 65. Some of thia time was uncompensated. ,
Culy wswuicatoa ermployees WoIk cueh howraes

dissatisfied ones would neverjstand fo_r- it.

5. Emailiay
claics we aro neot pr :
OS5 emyployees. A look at the record SLOWS IMOTE

ILLEGIB ~ than 5% in training for both FY 64 and FY 65, and

r

ma,r}:;g-%?rp}gé‘é: The experience galpad by 005 emypioyaes
is highly salable in the cutside world. Although CP
' hag been able to supply college graduate trainees,
most of the experienced hands have been acquired
ghrough direct OCS recruitment. Fuorthormaore, OF
has been unable to solve the problem of balancing
o magntive offects to CTA of TntarcAoancy transfers.

LGOI BE9 aow LilE HE TN G 23

sviding adeguate traininy

Sy e e e T T S T e ot aleiti
LR : e LRI AT woer ATyomy o v o 8KL0

..o Any CIA compuler proiessional can geL ou o Civil L
. Service Register and in almost ao time at all he will & . '
- ba picked up by another government'agency ata o
one-grade jump. It is OP policy not to use these
Civil Service Registers for filling computer positions
in CIA. As a consequence, it is a one-way street with
2 net loss to CIA each time. I discus sed this with
Cirector/OP and put it in writing; however, no
constructive help was forthcoming.

RIS ,
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k. Depresased Pay Scale - OCS has the lowest average
grade in DD/S5&T. We need a profesnional T/O
rather than an administrative cne, Without a pro-
fessional T/O o p“-mmge growth {ron GS-11 through

- G314, we will remain in a poor competitive posture

with other government agencies and industry. This 5

o " suggestion was also purfaced with OP. bnt no posxtive L

o raactiem was farmcﬁmime« ‘ - o

I C.areer Baar& - An inspection o£ OCS Career Board
Minutes will show that it is an effective instrument
‘of managernent. It meets regtzlarly and discusses
. a wide range of personasi pro‘b}.ems. Stalf meeling
in OCS are also frequent and the importance ‘of

Car =ouni mi:mcr S }me heeon stras

m. CIA - ADP Ccntralizaﬁan Ilsue

-~ mrey BN v’ﬁ‘:%i‘vu B

¢ o~
s R A R

#. Creative Compuler Work « Director/OF says that
 GCS personnel belleve that the “Yexciting” computer
warl is haing done eelsewhere In "%w Aaancy. 'X}**w

[N © e W

A e e D
«"‘anﬁ: 211 over OUS. We ”*wu for
Ggl&‘g’m‘,é m;):;m.x«z._...l; I ..-;_g,aww.uu»

. any other uger mu‘xb«nr in

-~ 25X1

‘ T .. The pri.ncipal valne of the Director[OP’s Memorandnm i! ,
that it hig ghlights the absence of hard information about ADP personnei
practices in CIA. Suck informatics is extremely lmportant to the .
&mne% h@aaw&@ i‘s: iﬁ xmzﬁﬂctiy' dwr $hat ﬁiraetam@a comgmmmts R

piag 3 1}& ke 's\?lu“"

‘ - 8.1 recommend that the *DirectaorIOP nm:nlnau

25X1 !of his Office to serve as the Chairman of an Agency Committea - 25)(1
composed of the Administrative Officers of OCS, NPIC and RID. . : o
The terms of reference for this group would include {a) collccﬁiag
facts and figures about ADP personnel expe rience in the A gency; .

{5} analyzing this data, and (¢} developing new Agency persamnel -
~oticies and standards that will attract and kz-“ AMP perseanel in CIA.

J OSEFH BECKER
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cc:Executive Director-Comp ow ,




